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The primary purpose of this study was to examine the
extent of employee turnover within the Bank of Berrouda and
to analyze exit interview information to determine reasons
that affect an employee's decision to leave.
The study is significant because the retention of
employees and the reasons why employees leave organiza¬
tions are crucial elements that affect organizational effec¬
tiveness. The major findings indicated that employees in
the Bank of Bermuda were mainly dissatisfied with their
salaries and the lack of promotional and career develop¬
ment opportunities.
The main source of information was obtained from
exit interview summaries contained in personnel files of
former employees. Additionally, secondary information was
obtained from books and periodicals.
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I. INTRODUCTION
In today's workplace, the issue of employee turnover
has become a critical one. The problems inherent in turn¬
over are common to all types of organizations, large and
small, p\iblic and private, for-profit and non-profit. The
problem has become so pervasive in corporate America that
the English language now includes a slang to describe the
phenomenon: the Revolving Door Syndrome.^
Most research efforts, as well as managerial ap¬
proaches to turnover have focused exclusively on discover¬
ing why employees voluntarily leave organizations. Under¬
standing why employees leave and the processes through which
such decisions are made iS'the first step in identifying
2
strategies organizations can use to increase retention.
Using an exploratory approach, this paper focuses
on the issue of employee turnover within the Bank of Ber¬
muda. While considerable attention has been paid to
^G. Spencer Blakeslee, Edward L. Suntrup and John
A. Kernaghan, "How Much is Turnover Costing You?" Personnel
Journal 64 (November 1985):99.
2
Richard T. Mowday, "Strategies for Adapting to High




employee turnover as an organizational piroblem, little atten¬
tion has been paid to the role of the exit interview and how
the information gained can help to reduce turnover.
Thus, the purpose of this paper is to examine the
extent of employee turnover within the Bank of Bermuda and
to analyze exit interview information to determine reasons
that affect an employee's decision to leave.
This paper is divided into six sections. The first
section includes the introduction and is followed by the
problem and its setting, which presents an overview of the
agency, the internship experience and the identification of
the organizational probleifi.
Section III of the paper presents a review of the
relevant literature, including a discussion of, the various
definitions of turnover, major studies of turnover, the
impact of employee turnover and the importance and criti¬
cisms of exit interview programs.
Section IV includes the methodology, which outlines
the methods employed in analyzing the problems, as well as
the limitations of the study.
II. THE PROBLEM AND ITS SETTING
The Agency Description
The Bank of Bermuda was the first bank to be estab¬
lished on the island of Bermuda. Established in 1889, the
Bank of Bermuda has grown significantly and has gained an
international reputation as an effective global financial
institute.
In the last decade, the bank has achieved worldwide
acceptance as a reputable, global asset manager whose experi¬
ence in the custody of trust, mutual and pension funds has
enabled its customers to derive maximum benefits from their
3
international financial transactions.
Today, with the growth of international business and
financial services, the Bank of Bermuda can boast of eight
domestic branches, as well as overseas branches in Gurensey-
Channel Islands, Hong Kong, New York and London. The bank
also has three principal wholly owned local operating sub¬
sidiaries: Management International Limited, Bermuda Trust
Company Limited, and Bermuda Mortgage and Financial Limited.
The Bank of Bermuda is governed by a Board of Direc¬
tors that meets on an annual basis to discuss the current
3Bank of Bermuda, Annual Report 1986 (Hamilton,
Bermuda: Island Press, 1986), p. 1. See also, Dun's Latin
3
4
position of the bank, the bank's achievements, as well as
its activities in the world's financial centers. Cur¬
rently, the bank employs approximately 1300 people and has
4
assets in excess of $3 billion.
The Internship Experience
The writer was employed as a sxammer student intern
by the Bank of Bermuda in the Personnel and Administration
Department from May 26 - August 28, 1987. The department
is divided into three areas: Recruitment and Deployment,
Compensation and Benefits and Training. The writer of this
paper was involved only with recruitment and deployment.
General internship responsibilities were as follows:
- Recruitment and deployment of the bank's general
staff;
- Working with departments in defining jobs and
preparing job descriptions;
- Preparing advertisements and internal announce¬
ments for job positions to be sent to the bank's
advertising agency and for approving proofs
before they are published;
- Interviewing candidates for staff positions,
administering application forms, aptitude tests,
typing tests, etc.
- Conducting staff appraisal reviews, and
- Conducting employee exit interviews.
America's Top 25,000 (New Jersey: Dun and Bradstreet,




Statement of the Problem
The problem of employee turnover was observed among
the employees of the Bank of Bermuda. Employee turnover
can have devastating effects on any organization if it goes
unmonitored. During the course of the internship, the
writer observed a high degree of turnover in various depart¬
ments. Preliminary discussions with employees revealed
several reasons why others decide to leave. These include:
1) Lack of adequate pay and incentives;
2) Lack of promotional opportunities;
3) Better opportunities outside of the Bank.
In light of this information, the writer decided to
examine the exit interview information available in the bank
in order to study this massive turnover problem. This
study, therefore, attempted to find answers to the following
major question; VJhat are the causes or the factors affect¬
ing turnover in the Bank of Bermuda?
III. A REVIEW OF RELEVANT LITERATURE
The literature review is concerned firstly, with
the definition of employee turnover; secondly, with the
historical background; thirdly, the possible factors that
lead to high employee turnover; fourthly, the negative con¬
sequences of employee turnover for organizations; and lastly,
the role of the exit interview and how it impacts upon
employee turnover.
The criterion used by researchers to establish a
definition of turnover has presented various problems to
those in the field of human resources. Blakeslee, Suntrup
and Kernaghan, in their article, "How Much Is Turnover Cost¬
ing You," state that the U.S. Department of Labor defines
turnover as the gross movement of personnel into and out of
the firm, and places such movement into two broad catego¬
ries - accessions and separations.^
Accessions are any additions to the existing staff.
This would include people who are "new hires," transfers
from other departments or subsidiaries of the firm and
former employees returning from military leave or other
5
Blakeslee, Suntrup and Kernaghan," How Mush is Turn¬
over Costing You, "p. 99.
6
absences without pay. Separations are terminations of
employment which include such things as layoffs, quits,
g
discharges or related matters.
A working definition of turnover was provided by
Macy and Mirvis who state that turnover is a permanent
7
movement beyond the boundary of an organization. This
distinguishes turnovers from temporary layoffs as well as
from intraorganizational promotions or transfers. Most
studies, but not all, have attempted to separate voluntary
from involuntary turnover. The former is employee initi¬
ated (e.g., resignation), and the latter generally includes
g
firing, retirement, disability or death.
The definitional problem does not end here. Dalton,
Krackhardt, and Porter suggested that simply categorizing
turnover as voluntary and involuntary tends to overstate
the turnover problem and the degree to which it is manage¬
able by the organization. They suggest that turnover
should instead be categorized as functional or dysfunctional
9
and unavoidable or controllable.
6lbid.
^Glenn M. McEvoy and Wayne F. Cascio, "Strategies
for Reducing Employee Turnover: A Meta-Analysis," Journal
of Applied Psychology 70 (May 1985):343, citing B. A. Macy
and P. H. Mirvis, Assessing Organizational Change (New York:
Wiley, 1983), pp. 139-177.
8lbid.
^McEvoy and Cascio, "Strategies for Reducing
Employee Turnover: A Meta-Analysis," p. 343, citing D.R.
Dalton, D. M. Krackhardt and L. W. Porter, "Functional
8
Major Studies of Employee Turnover
During the mid-1950s, the first formal studies con¬
cerning employee turnover in organizations were conducted.
This began with the work of Brayfield and Crockett (1955)
and Herzberg (1957). These researchers found a significant
relationship between employee satisfaction and subsequent
turnover. However, due to methodological problems, the
researchers concluded that in order to advance the under¬
standing of employee turnover, more vigorous measuring tech
10
niques were necessary.
In 1958, March and Simon published Organizations, a
classic book which presented a literature-based model of
the "decision to participate." The model, based on the
general postulate that;
... increases in the balance of inducement utili¬
ties over contribution utilities decrease the
propensity of the individual participant to leave
the organization whereas decreases in that balance
have an opposite effect. The inducements - contri¬
butions balance was posited to be influenced by two
major components: (a) the perceived desirability
of leaving the organization; and (b) the perceived
ease of movement from the organization.H
Turnover; An Empirical Assessment," Journal of Applied
Psychology 66 (1981):244.
^^Richard Mowday, Lyman W. Porter and Richard Steers
Employee Orgnaization Linkages - The Psychology of Commit-
ment. Absenteeism and Turnover (New York; Academic Press,
1982), p. 111.
^^Mowday, Porter and Steers, Employee Organization
Linkages - The Psychology of Commitment, Absenteeism and
Turnover, p. Ill, citing J. G. March and H. A. Simon,
Organiz'ations (New York: Wiley, 1958)^ p. 98.
9
Years later, Vroom reviewed the literature and found
a fairly consistent relationship between job dissatisfaction
and turnover, across seven studies. He viewed these findings
in what is coined as the expectancy/valence theory framework,
and suggested that the probability of someone resigning was
a function of the difference in strength between two oppos¬
ing forces: those forces to remain, which are said to be
influenced by job satisfaction, and those forces to leave.
Leaving forces are said to be influenced by the "valence of
outcomes that an individual cannot attain without leaving
his or her present position and by the expectancy that these
12
other outcomes can in fact be attained elsewhere."
Mowday, Porter and Steers (1982), in the book,
Employee-Organization Linkages - The Psychology of Commit¬
ment, Absenteeism, and Turnover, state that Lefkowitz (1971)
examined the issue of turnover from a clinical psychology
perspective. His review indicated some of the influences
on turnover. They are:
(a) the employee's initial job expectations con¬
cerning the nature of the job;
(b) job satisfaction;
(c) the physical work environment;
12
Mowday, Porter and Steers, Employee Organization
Linkages - The Psychology of Commitment, Absenteeism and
Turnover, p. 112, citing V. H. Vroom, Work and Motivation
(New York: Wiley, 1964), p, 145.
10
(d) financial compensation;
(e) intrinsic aspects of the job;
13
(f) supervisory style and work-group dynamics.
In 1977, three important works that have pertinence
to employee turnover were published. Price (1977) began
by viewing turnover largely from a sociological perspective
thereby examining various ways in which turnover could be
defined and measured. Following this, correlates of turn¬
over were considered, and those variables considered to be
the most important in the review were used to develop a con¬
ceptual model of the turnover process. The model suggests
that five factors determine job satisfaction (pay, integra¬
tion, instrumental communication, formal communication, and
centralization), and that satisfaction in turn combines with
opportunity to leave to determine actual employee turnover
Also published in 1977 was a paper by Forrest, Cum¬
mings and Johnson who expounded on the expectancy/valence
approach originally proposed by Vroom. Using the expanded
model, Forrest, Cummings and Johnson showed how various psy¬
chological and labor economic factors could potentially
13
Mowday, Porter and Steers, Employee-Organization
Linkages - The Psychology of Commitm^t, Absenteeism and
Turnover, pp. 113-114, citing J. Lefkowitz, "Personnel Turn¬
over,” Progress in Clinical Psychology (1971)^ p, 252.
^^Mowday, Porter and Steers, Employee-Organization
Linkages - The Psychology of Commitment, Absenteeism and
and Turnover, p. 114^ citing J. L. Price, The Study of Turn¬
over (Ames: Iowa State University Press, 1977)^ p» 172
11
influence job attraction and subsequent employee willing¬
ness to maintain membership in the organization.^^
The third piece of literature published in 1977 was
a conceptual model by Mobley which focused upon the inter¬
mediate linkages in the relationship between job satisfac¬
tion and employee turnover. Instead of trying to establish
a full model of the turnover process, he concentrated on
developing a better understanding of how satisfaction does
16
(or does not) ultimately lead to turnover.
Factors Leading to High Turnover
In reviewing the literature, it is apparent that
there are a number of factors that lead to high turnover
within an organization. Cotton and Tuttle (1973) catego¬
rized the correlates into three classes; they arei (a)
external factors, (b) structural or work-related factors,
17
and (c) personal characteristics of the employees.
^^Mpwday, Porter and Steers, Employee-Organization
Linkages - The Psychology of Commitment, Absenteesim and
Turnover, p. 115, citing C. R. Forrest, L.L. Cummings and
A. C. Johnson, "Organizational Participation: A Critique
and Model," Academy of Management Review 2 (February 1977):
43.
^®Mowday, Porter and Steers, Employee-Organization
Linkages - The Psychology of Commitment, Absenteeism and
and Turnover, p. 115, citing W. H. Mobley, "Intermediate
Linkages in the Relationship Between Job Satisfaction and
Employee Turnover," Journal of Applied Psychology 62
(1977):36.
^^John L. Cotton and Jeffrey M. Tuttle, "Employee
Turnover: A Meta-Analysis and Review with Implications for




There were four external factors that were considered
to be correlated with turnover. They were employment per¬
ceptions, unemployment rate, accession rate, and union
presence. Only two of the four external correlates were
18
found to be very reliably related to turnover behavior.
The analyses conducted by Cotton and Tuttle indicate that
employment perceptions and union presence prove to be
highly significant, while the perception of job alterna¬
tives is positively related to turnover. The unemployment
rate was found to produce moderate confidence that it is
19
negatively related to turnover.
Work-related Factors
Cotton and Tuttle (1986) found the following pos¬
sible correlates of turnover from selected reviews of turn¬
over and studies involving the turnover process. They are
pay, job performance, role clarity, task repetitiveness,
overall job satisfaction, satisfaction with supervision
and co-workers, promotional opportunities, organizational
20
commitment and participation. Many of the work-related





Price (1977) suggested that turnover rates are
highest in organizations that are centralized and lowest
in organizations that encourage frequent communication
21
and participation. Mobley (1982) suggests that turnover
rates are related to supervisory style - specifically con-
22
sideration and authoritarianism.
Holloway postulates that although there can be many
causes of turnover, one can generally find two primary
constants: the manager and the location. In fact, he
states that in many instances these are the only variables
that can be isolated, since companies operating with similar
policies, practices and employees experience turnover rates
23
that vary greatly.
Apart from these work-related factors, Geer presents
six major reasons why organizations lose good performers.
They are:
1. Square pegs in round holes;
2. Failure to recognize or reward good performers;
21james R. Terborg and Thomas W. Lee, "Predictive
Study of Organizational Turnover Rates," Academy of Manage-^
ment Journal 27 (December 1984):795, citing J.L. Price, The
Study of Turnover (Ames: Iowa State University Press, 1977),
p. 172.
22Terborg and Lee, "Predictive Study of Organiza¬
tional Turnover Rates," p. 795, citing W.H. Mobley, Employee
Turnover: Causes, Consequences and Control (Menlo Park, CA:
Addison-Wesldy, 1982), p. 188.
23william W. Holloway, "Coping with Employee Turnover




4. Employees feeling "I'm stymied here;"
5. A dull job;
24
6. "The grass looks greener over there."
Personal Characteristics of Employees
In their meta-analysis of turnover, Cotton and Tuttle
on several occasions found personal variables such as age,
tenure, gender, biographical data, education, marital
status, n\imber of dependents, aptitude and ability, beha¬
vioral intentions and met expectations were used as corre-
25
lates to turnover.
However, in many studies, age, tenure, and number of
dependents were found to be negatively related to turnover.
As for gender, an analysis of the available data indicated
that women are more likely to leave. Weak to moderate
correlations were found in marital status, aptitudes and
abilities. The meta-analysis also indicated that married
employees typically are found to be somewhat less likely .to
quit than unmarried persons, also there was no relationship
between intelligence and turnover. Education and behavioral
24
LeRoy Geer, "Put an End to Turnover's Seesaw
Battle by Meeting Employee Needs," Data Management 22 (May
1985) :11.1.
25
Cotton and Tuttle,-"Employee Turnover: A Meta-
Analysis and Review with Implications for Research," p. 60.
JL5
intentions were positiye correlates. Kiefer found that
workers with more education will tend to have higher
2 6
employment durations.
Negative Consequences of Employee Turnover
The potential negative consequences of employee turn¬
over have received extensive attention in the literature.
First of all, the cost factors are of prime importance.
Turnover can necessitate costly expenditures for recruit¬
ment, selecting and training replacement. According to one
estimate, it can cost more than $400 just to process one
resignation - a figure that mushrooms tomore than $40,000
27
if 100 employees leave in a year. In addition, there
will be the cost involved in understaffing, resulting from
increased employee overtime.
Morale problems can also result. Turnover some¬
times causes the remaining employees to evaluate :their own
position in the organization and even begin strategies to
locate better positions. This demoralization will also
occur if those remaining perceive that the individual is
leaving due to poor working conditions.
Nicholas M. Kiefer, "Evidence on the Role of
Education in Labor Turnover," Journal of Human Resources
XX (Summer 1985):445.
27
David C. Martin and Kathryn M. Bartol, "Managing
Turnover Strategically," Personnel Administrator 30
(November 1985):63.
16
Thirdly, turnover can cause major disruptions in
work projects and patterns, as a result of insufficient
manpower, discontinuity in decision making and replace¬
ments who do not possess adequate job skills.
Fourthly, turnover can result in a negative public
relations image for an organization. Recruitment strate¬
gies will be made difficult when those outside the organi¬
zation begin to speculate why the turnover rate is so high.
In particular, the situation gets worse if the outsiders
conclude that high turnover is attributed to a poor work
environment.
A fifth consequence of turnover can be decreased
social integration within the organization among employees.
That is, turnover will create an unstable work group,
making it difficult to establish close social relation¬
ships. Informal communication systems may be disrupted
_ 28
as a result.
Lastly, an organization may be unable to pursue
strategies for growth due to insufficient manpower or
production capacity.
The Exit Interview
When employees leave organizations in excessive
numbers, there may be trouble ahead for the firm.
^®Mowday, "Strategies for Adapting to High Rates of
Employee Turnover," p. 368.
17
Therefore, it is important to determine the real reasons
for voluntary terminations. While some turnover may be
desirable because it permits an infusion of new knowledge
and ideas, the loss of many good workers is devastating.
All too often, the people who leave are the brightest,
best educated, highest producers and possess the greatest
29
potential for advancement.
In order for turnover rates to be maintained at
acceptable levels, management must make concerted efforts
to uncover the actual reasons why employees quit their jobs.
The formal exit interview is one of the best ways to find
out where personnel, operating and employee relations prob¬
lems exist, as well as what attitudes employees hold about
their jobs, management, and the company itsej.f.^^
The exit interview can improve the hiring process by
providing a realistic view of job requirements and hints
31
regarding problems to be considered in the hiring process.
Factors such as degree of freedom, variety of work, level
and flow of work load, and requirements below or .above the
job specifications are all important in identifying a new
29
Wanda R. Embrey, R. Wayne Mondy and Robert M. Noe,
"Exit Interviews: A Tool for Personnel Development," Per¬
sonnel Administrator 26 (May 1979):44.
O A
Andrew Sherwood, "Exit Interviews: Don't Just Say




applicant best suited for the position.
The Importance of the Exit Interview
As a management tool, the exit interview has received
both approval and criticism. Some maintain that it can play
a major role in reducing an organization's voluntary turnover
rate, while others contend that few organizations conduct
exit interviews and that almost all of these interviews are
worthless.
Drost, O'Brien and Marsh postulated that the appeal
of exit interview programs stems from their reasonable admin¬
istrative costs as well as the belief that departing em¬
ployees will render information about the work environment
that cannot be obtained from other sources. This informa¬
tion can be used for the following: reducing turnover;
detecting unfair employment practices (e.g., sexual harrass-
ment); establishing a competitive compensation structure;
and improving supervision practices, appraisal systems,
. . . 33
training programs, and working conditions.
However, collecting even extensive exit interview
information is of little or no value unless that information
32
Pamela Garretson and Kenneth S. Teel, "The Exit
Interview: Effective Tool or Meaningless Gesture?"
Personnel 59 (July/August 1982):70.
Donald A. Drost, Fabius P. O'Brien and Steve
Marsh, "Exit Interviews; Master the Possibilities," Per¬
sonnel Administrator 32 (February 1987):107.
19
is Tised as a basis Tipon which management can remedy exist¬
ing problems.
In a study conducted by Garretson and Teel to obtain
information concerning the extent to which data obtained in
interviews have been useful in reducing turnover, 17 percent
of organizations interviewed reported that they make no
analyses, compile no summaries, and initiate no changes.
They simply put the exit interview form in the employee's
file. Clearly for these organizations, the exit interview
35
IS strictly a symbolic gesture.
The exit interview should not be used as a last
ditch effort by management to convince the employee to
remain with the firm. Such tactics should be attempted
far in advance of the actual day of departure, for there
is simply too much pressure on the employee on the last day
3 6
to go ahead with the planned departure.
Criticisms of the Exit Interview
The administration of an exit interview program
probably seems to be a relatively easy task: Simply find
^"^Ibid.
35
Garretson and Teel, "The Exit Interview: Effective
Tool or Meaningless Gesture?" p.
36
Jeffrey P. Advisson, "Watching the Good Ones Go,"
Supervisory Management 29 (October 1984):28.
20
out why departing employees are leaving the organization
and then use the information from the responses to modify
employment conditions and practices.
However, in practice, the job is not an easy one.
The success of an exit interview program is contingent
upon the candid and accurate information provided by the
I
employee. Herein lies the major criticism of exit inter¬
views. That is, the information obtained is often only a
superficial explanation as to why an employee leaves. Thus,
questions surrounding the validity of the exit interview
abound.
Several rational explanations for a person not re¬
vealing the actual reasons for quitting a job are cited in
the literature. Drost, O'Brien and Marsh cite the following
1) The individual fears that future job opportuni¬
ties could be affected by past employers.
2) Individuals prefer to avoid conflict, thus are
. 37
reluctant to provide information that is controversial.
In addition, Embrey, Mondy and Noe also attribute
an employee's unwillingness to provide the actual reasons
for leaving to the following:
1) A strong desire by the individual to avoid
-37
Drost, O'Brien and Marsh, "Exit Interviews: Master
the Possibilities," p. 104.
21
conflict at any cost, because conflict creates discomfort
for many.
2) 'ihe employee may not wish to "rock the boat"
and become known as a troublemaker. The worker likely
believes that a future employer will check past employment
history and references and may wish to avoid "burning any
, . , „38bridges."
Thus, exit interview information not only allows the
reasons why people quit their jobs to be uncovered, but it
has significance on the impact of the total work environ¬
ment on those employees who choose to stay. Therefore,
exit interview information must be analyzed so that manage¬
ment can take remedial action to improve nearly every facet
of the employment environment.
3 8
Embrey, Mondy and Noe,





The study is basically a descriptive analysis which
heavily relies on information obtained from personnel files
of former employees. The study is divided into two parts:
1. Analysis of turnover reports,
2. Analysis of infomnation in exit interview reports.
The 1987 turnover reports were readily available, thus they
were examined to give a statistical indication as to the
extent of turnover.
Exit interview information was probed in order to
determine the primary reasons why employees leave and the
types and frequency of reasons given. Reasons for leaving
were classified in the organizational records as falling
into one of twelve categories subsximed under one general
heading - resignations. All of the categories were used in
this analysis.
Generally, the limitations of the study include the
collection of exit interview information, and the broad
classification of some of the categories as to why people
leave. Further limitations include:
1. Organizational records classify the breakdown
of reasons for resignations in twelve categories, of which
22
23
two are too broad. One category, "other employment," and
the other, "job dissatisfaction," do not give any indica¬
tion as to why the employee may have been dissatisfied, or
even why the employee sought other employment. This may in
fact disguise the actual reasons why people leave.
2. Another limitation of the study was the problem
with the actual exit interview form that is being utilized
by the Bank of Bermuda. The form has not been updated
since February 1976, and excludes some major categories
that an employer should be interested in when an employee
leaves, such as opinions about career development, employee
attitudes, and the like.
3. The question of validity is another factor that
acts as a constraint in the study of exit interview infor¬
mation. As discussed earlier, people are not predisposed
to be candid about the real reasons for leaving, thus
affecting the outcome of this study.
4. Another limitation which affects the actual .
turnover rate, is nonavailability of data regarding turn¬
over that is intraorganizational. That is, there were no
records of turnover for employees within the bank who
vacated certain positions to transfer to other departments.
V. FINDINGS AND DISCUSSION
As previously stated, turnover data were analyzed to
determine the extent of turnover within the Bank of Bermuda,
and the factors that led to turnover through the examina¬
tion of exit interview information.
Sample Description
The total population consisted of two hundred and
twenty-one (221) employment files of former employees who
left in 1987. As can be seen from table 1, fifty-six (56
or 25.34 percent) were males, and one hundred and sixty-
five (165 or 74.66 percent) were females.
Employee Turnover Bates
A review of turnover data shows that during 1987,
the rate of turnover was approximately 20.57 percent and
the rate was much higher during the months of July through
October. (See table 2.) Porter and Steers have charac¬
terized turnover as a relatively clear cut act of behavior
that has potentially critical consequences for both the
39
person and the organization.
39
Dan R. Dalton and William D. Todor, "Turnover: A
Lucrative Hard Dollar Phenomenon," Academy of Management




STAFF TURNOVER IN THE BANK OF BERMUDA
JANUARY - DECEMBER 1987
Month Male Female Total
January 1 8 9
February 6 13 19
March 3 7 10
April 2 14 16
May 5 13 18
June 5 14 19
July 6 18 24
August 8 19 27
September 8 15 23
October 5 16 21
November 3 13 16
December 4 15 19
56 165 221
Source: Bank of Bermuda, compiled by Personnel
Department from Employee Leaving Memoranda, 1987.
26
TABLE 2
SUMMARY OF STAFF TURNOVER, BANK OF BERMUDA









January 1030 9 0.87
February 1035 19 1.84
March 1047 10 0.96
April 1055 16 1.52
May 1068 18 1.69
June 1070 19 1.78
July 1112 24 2.16
August 1090 27 2.47
September 1099 23 2.09
October 1101 21 1.90
November 1108 16 1.44
December 1074* 19 1.76
Yearly Turnover
No. of leavers during year X 100 = 20.57%
Aver No. employed during year
*Figure determined by average of eleven months.
Source: Bank of Bermuda, compiled by Personnel
Department from Employee Leaving Memoranda, 1987.
27
The most adverse consequence of high turnover is
unnecessary cost. Generally, costs can be divided into
40
two major categories: direct costs and indirect costs.
Direct costs are said to be relatively easy to measure, and
include such things as recruitment expenses such as adver¬
tising, agency and search fees as well as travel and reloca
tion expenses. Indirect costs, on the other hand, are some
what more subjective and are more difficult to measure.
Included in this category are the costs of lead time and
management time during the hiring process, the pre-hire
cost of training and development and the cost of a new
employee reaching the same learning curve or level of pro-
. . 41
ductivity as the former employee.
There are several potential negative consequences of
employee turnover upon the Bank of Bermuda. First of all
are the costs associated with the departure of an employee.
Overtime must be paid to the remaining employees who now
have a heavier workload. Due to the shortage of staff,
extra time beyond regular working hours is needed by the
Steers, "Organizational Work, and Personal Factors in
Employee Turnover and Absenteeism," Psychological Bulletin
80 (1983)» p. 56.
40
William W. Holloway, "Coping with Employee Turn¬
over in the Age of High Technology," p. 111.
41 Ibid.
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employees to complete the additional assignments they have
now assumed.
Advertising also represents another cost associated
with turnover. When an employee leaves, the bank adver¬
tises the position internally to determine whether or not
there are any qualified candidates within the bank, and
then it must advertise through the local newspapers. It
becomes even more expensive when the position must be
advertised in newspapers and magazines overseas.
Costs incurred by the recruitment of candidates is
also an added expense. Oftentimes, higher level positions
require a recruiter to spend time overseas in a targeted
area to attract and interview candidates for positions.
This can be a very costly venture if this type of recruiting
is carried out on a regular basis.
Another cost associated with turnover is that of
lost productivity. When the remaining employees must train
or help to orientate the new employee, obviously they cannot
devote the time that they usually would, to their own work.
In turn, their level of output decreases. Depending on the
type and complexity of the position, insurmountable costs
can be incurred.
Secondly, with a high rate of turnover, the Bank of
Bermuda may develop a negative public image. That is, if
people within the community view the bank as a "bad" place
29
to work, it will have difficulties in attracting and retain¬
ing employees. No one wants to be employed by an organiza¬
tion that is viewed as one that does not treat its employees
fairly, has inequitable pay levels, or in general, has a bad
name.
A third negative consequence that may develop as a
result of high employee turnover is operational disruptions.
In short, this refers to the disruptions of work projects
that occur when an individual decides to leave. When a pro¬
ject or assignment is not completed, there is the danger of
bringing a new employee aboard who may not be as informed
about the orientation of a particular department or even an
employee who may not be as skilled as the "departed" em¬
ployee, hence losing continuity of ideas.
Turnover can also damage informal groups that may
exist within the bank. People in work groups usually estab¬
lish some type of bond between those with whom they work.
When an individual leaves, this bond is broken and can have
a negative impact upon the bank because informal communica¬
tions systems are disrupted.
Lastly, turnover can cause morale problems with the
remaining employees. Usually, if there was a close bond
with the person who left, the employees who remain, may
evaluate their own standing within the bank, and even look
for opportunities outside of the bank, especially if they
30
attribute the turnover to some negative element within the
bank. Therefore, morale problems can eventually lead to an
even higher rate of turnover.
According to Mowday, the potential negative conse¬
quences of employee turnover upon the organization are:
increased costs, demoralization, negative public relations,
operational disruption, strategic opportunity costs, de¬
creased employee social integration and undifferentiated
42
turnover control strategies.
Dalton and Todor indicated that the cost associated
with turnover include fringe benefits, terminal vacation
pay, severance pay, overtime, administrative costs, and the
lost productivity of others who help to orient the new
43
employee. It is reasonable to assume that some of these
negative consequences are currently plaguing the bank as a
result of these turnovers.
Table 3 shows turnover in various positions over a
year's period. Literature suggests that an inverse rela-
44
tionship exists between the amount of pay and turnover.
Thus, one would expect that those in higher paying positions
42
Mowday, "Strategies for Adapting to High Rates of
Employee Turnover," p. 368.
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Dalton and Todor, "Turnover: A Lucrative Hard
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Source: Bank of Bermuda, compiled by Personnel
Department from Employee Leaving Memoranda, 1987.
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are less likely to leave the organization. In 2987, 2.71
percent of the bank's officers left. In comparison with
other positions, officers were less likely to vacate their
posts. It should be noted that since officers and super¬
visors tend to be in higher pay grades, they do receive
higher salaries than those in the remaining positions.
Since one of the main contributing factors to turnover at
the bank is inadequate salary/wages, it is reasonable to
conclude that the low rate of turnover within the officer
ranks is due to satisfaction with higher salaries. Dolton
and Todor also indicated that employees who are content
45
with their pay are less likely to leave the organization.
An inference can be drawn that on the whole, those in higher
paying positions are more content with their salaries and
are less likely to leave.
Exit Interview Findings
A review of exit interview summaries covering the
period of January - December 1987, indicated the twelve
(1^2) primary reasons why employees leave their jobs. Table
4 shows the reasons for leaving. For example, seeking other
employment was the most frequent reason given for why em¬
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(7) Dismissed 19 8.60
(8) Retirement 7 3.16
(9) Seconded
Overseas 4 1.81
(10) Health 10 4.52
(11) Deceased 2 .90
(12) Extended
Leave 1 .45
(13) Unaccountable 30 13.57
Source: Bank of Bermuda, compiled by Personnel
Department from Employee Leaving Memoranda, 1987.
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The categories of "maternity," "dismissed," "retire¬
ment," "health," "deceased," "seconded overseas," and
"extended leave," contribute to what is termed in the
literature as involuntary turnover. The remaining catego¬
ries are usually employee initiated, or a conscious deci¬
sion by the individual to leave for reasons such as
"further education" and "domestic reasons" or voluntary
turnover.
After reviewing the responses to the exit interviews
presented in table 4, the writer decided to concentrate
mainly on two categories, i.e., other employment (32.58
percent) and job dissatisfaction (7.70 percent). The two
categories were selected because the writer is of the
opinion that personnel officials at the bank simply group
people into those categories if they did not fit anywhere
else. More importantly, these categories are also so broad
that they encompass a host of other more specific reasons.
Other Employment
Personnel files indicated fifty-four (75 percent)
of the "leavers" in this category were females, and eighteen
(25 percent) were male. The data output of leavers indi¬
cated the length of service for each employee. The average
length of service for those employees who left in this cate¬
gory was calculated to be 3.5 years.
35
TABLE 5
FACTORS CONTRIBUTING TO TURNOVER CATEGORY









Response Response Total Percent
(1) Inadequate
Training 7 65 72 9.72
(2) Explanation
of Benefits 4 68 72 5.56
(3) Inadequate
Salary 48 24 72 66.66
(4) Staff
Benefits 7 65 72 9.72
(5) Supervisor/
Co-worker
Relations 8 64 72 11.11
(6) Disliked
Aspects
of Job 10 62 72 13.88
Source: Compiled by the writer from personnel
files of past employees of the Bank of Bermuda, 1987.
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In order to uncover the real reasons for the depar¬
ture of the employees who were classified under "other
employment," the writer grouped them under the actual cate¬
gories that they provided in response to the questions in
the exit interviews. (See Appendix A for exit interview
form.) These categories include:
1. Training;




5. Relations with supervisors and co-workers;
6. What was liked/disliked about the job;
7. Actual reasons.
Training
Organizational records indicated that seven (9.72
percent) of the leavers who were categorized under "other
employment" felt that they were inadequately trained.
Part of the problem in trying to determine the adequacy
of training is the question used on the exit interview
form that pertains to training (Question 1). This ques¬
tion is simply geared toward training during the initial
period of employment. It does not address the issue of
on-the-job training or the adequacy of various training
37
programs that are offered to employees in relation to their
jobs. According to Embrey, Mondy and Noe:
Many employees terminate because they feel that
the training needed for career development and
advancement with the company is inadequate.
Therefore, the exit inteirview program may reveal
deficiencies in departmental or companywide
training methods.
Geer stresses the importance of initial training. He main¬
tains that a written training plan that covers every essen¬
tial part of a new employee's job needs to be used and that
the training plans should be modified to meet the unique
needs of each new employee.
Explanation of Conditions of
Employment and Benefits
Four (5.56 percent) of the leavers, all female, felt
that the bank's employee benefits were not fully explained
to them. Confusion generally arose from a lack of under¬
standing regarding vacation pay policies. One person indi¬
cated that the conditions of employment were not fully
explained. This individual was unaware of the internal
transfer policy that states that one has to be in the
initial post for one year before being allowed to transfer.
46
Embrey, Mondy and Noe, "Exit Interview: A Tool
for Personnel Development," p. 48.
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Geer, "Put an End to Turnover's Seesaw Battle by
Meeting Employee Needs," p. 23.
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Although the b^nk hg.s. an employee reference handbook
which is distributed to all new employees during the orien¬
tation process, it is obvious that the information inclxided
may be unclear, and in some instances, vital employment in¬
formation is completely omitted. On several occasions, the
writer witnessed the confusion regarding vacation pay poli¬
cies. Quite often, employees were under the impression
that they had a certain amount of vacation days due, only
to find out when they were about to leave that this was not
the case because the number of vacation days due to an em¬
ployee is calculated on a pro-rated basis. This situation
has always resulted in employees receiving less vacation
days or money than they actually anticipated thereby leav¬
ing them confused and frustrated. Although memoranda
explaining the policy have been sent to all employees, yet
this problem still persists. One can only assume that the
language used to explain the policy is too technical in
nature, and may need further explanations from supervisors,
or that employees simply do not take the time to read and
understand the information that is passed on to them from
the personnel department.
New employees are also made aware of internal
transfer opportunities within the bank, but they may not
be aware of the policy governing the length of time within
an initial post. This confusion arises because the
39
einplpyee handbook pmits this yital piece of information.
Therefore, it is very important that the conditions and
benefits of employment are clearly articulated and fully
explained to the new employee to avoid confusion regard¬
ing employment matters in the future.
salary
Inadequate salary was mentioned by forty-eight
(66.66 percent) of the leavers who were categorized under
"other employment." (See table 5.) Thirty-seven female
(51.38 percent) were more dissatisfied with their salary
than were males (eleven - 15.27 percent).
When employees perceive their salary levels as
inadequate, there are some very obvious consequences
for the organization such as low morale, low productivity
and disillusionment, etc. First of all, it must be noted
that money is a key motivator for most people because it
is a means of survival.
Generally, people like to feel that they are being
adequately compensated for the task performed. If an
employee makes comparisons of pay given at similar organi¬
zations for similar positions, and it is viewed as
extremely inequitable, the individual may seek to gain
other employment at a different bank, other private
sector companies or in government.
40.
Employees 4IS0 tend to yiew the adequacy of asl^ry
within the context of the prevailing economic conditions.
If the salary is too low and it becomes difficult to main¬
tain a certain standard of living, employees obviously will
leave with the hope of finding a job with an organization
that provides better salaries and conditions of service.
On the other hand, when an employee is unable to
gain a higher paying position elsewhere, and is then forced
to remain with the bank which is perceived as "low paying,"
the employee remains disgruntled. This negative attitude
exhibited by the disgruntled employee may sometimes be
reflected in poor work performance and can even affect
other co-workers. It is obvious that inadequate financial
compensation has already and significantly influenced the
decision of many of the employees who left the bank.
Killian states that although employees insist on
other forms of compensation in addition to money, it is
pay that becomes one of the keys for attracting, motivat-
48
ing and retaining people. He maintains that the follow¬
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3. Expectation based on personal environment;
4. What the individual believes to be a fair rate
for the job level;
5. Current earnings;
6. Amount of pay as related to pay of others;
7. Concepts the individual has regarding how and
49
what must occur in order to earn more money.
Inevitably, turnover can be a result of inadequate
compensation. Killian also states that employees will
50
leave if pay is not satisfactory. in addition, Alpander
states that job factors also impact upon employee turnover
and one of the factors is dissatisfaction with pay.^^
It can be seen that a properly managed compensation
plan can be of great assistance to the company in attract¬










Alpander, Human Resources Management
American Management Association, 1982),
^^Killian,
Approach, p. 161.
Managing Human Ilesources: An ROI
42
Staff Benefits
The Bank of Bermuda is perceived by the public as
having a good benefit package. This package includes
such things as a share purchase plan, a pension fund, bank¬
ing services at preferred rates and/or charges, staff gift
club, staff cafeteria, major medical insurance coverage and
a generous maternity leave policy, to mention a few.
However, staff benefits were mentioned as being
inadequate by seven (9.72 percent) of the leavers. The
general reason was the lack of dental coverage. When one
compares the benefits packages of other organizations,
i.e., other private sector companies and government, in¬
variably lack of dental coverage is the most obvious
benefit that is not offered by the bank.
When an employee views the benefits as inadequate
and believes other organizations have better incentives,
turnover can be the end result.
Supervisor/Co-worker Relations
A total of 11.11 percent of the leavers indicated
having poor relations with their supervisors. Of this,
six were females and two were males. There were no com¬
plaints listed for co-worker relations. Employees indi¬
cated that poor relations with supervisors usually stemmed
from such reasons as poor communication with subordinates.
43
lack of interpersonal skills demonstrated by supervisor
and unsupportive management. Cotton and Tuttle state that
many work-related variables are highly reliable correlates
53
of turnover. Two of these variables were satisfaction
with supervision and satisfaction with co-workers. It is
evident that when an employee is dissatisfied with either
of the two variables, turnover can be an eventual result.
Liked/Disliked Aspects of the Job
On the whole, most employees did not complain about
disliking their jobs. However, 13.88 percent of the em¬
ployees did complain about disliking some aspect of the
job. Of these employees, two (2) were males who complained
about the lack of secretarial support and too much adminis¬
trative work. The eight (8) females cited such things as:
understaffing in the department, pressure from heavy work¬
loads, shiftwork and work that was too routine in nature.
Actual Reasons
When reviewing the personnel files of those who were
categorized under "other employment" as the reason for
leaving, the writer discovered that several employees were
specific about their reasons for leaving. The reasons most
commonly cited were:
^^Cotton and Tuttle, "Employee Turnover: A Meta-
Analysis and Review with Implications for Research," p.
60.
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- lack of challenge
- lack of career advancement opportunities
- no opportunities for advancement or promotion
- more money
- personal stagnation.
In addition, "leavers" also attributed the follow¬
ing as factors that affected their decision to leave:
responsibility without recognition, no incentives, unor¬
ganized department, and lack of clearly defined job duties
and responsibilities. It should be noted that although
these were not actual reasons stated specifically why an
individual left the bank, they are factors that contri¬
buted to a person's decision to leave.
Job Dissatisfaction
Employee turnover was assumed to be caused by
employee dissatisfaction. This led to a number of studies
which linked turnover and the immediate work environment.
Winn has shown that there is a relationship between turn¬
over and general satisfaction with the job, satisfaction
54
with supervisor and size of the unit.
Farrell and Rusbult state that the components of
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Russ Winn, "A Comparison of Internal and External
Factors Affecting Voluntary Turnover," Review of Public
Personnel Administration 5 (Fall 1984);68.
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job satisfaction include feelings regarding supervisors,
pay, co-worker relations and opportunities for advance-
55
ment.
Fifteen (15) of the leavers categorized under
"job dissatisfaction" were female, and two (2) were
males. The average length of employment for employees
who left in this category was one year. Six (60.00 per¬
cent) of employees in this category stated that they
were dissatisfied with their work. (See table 6.) The
reasons for the dissatisfaction ranged from the following:
"not happy with clerical function," "qualifications
better suited elsewhere," "position too junior for quali¬
fications," "disliked the job." and "too thankless a
job. "
Two employees (20.00 percent) who were categorized
as leavers who left due to job dissatisfaction stated
that they were not adequately trained; 20.00 percent of
these leavers had problems with management or supervisors.
It could not be determined if these problems were inter¬
personal in nature, or if they were due to ineffective
leadership styles.
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Dan Ferrell and Caryl Rusbult, "Understanding
the Retention Function; A Model of the Causes of Exit,
Voice, Loyalty and Neglect Behaviors," Personnel Adminis¬
trator 30 (April 1985):132.
46.
TABLE 6
FACTORS CONTRIBUTING TO TURNOVER CATEGORY
CLASSIFIED AS JOB DISSATISFACTION




Response Response Total Percent
a) Problems with
Supeirvisor 2 8 10 20.00
(2) Inadequately
Trained 2 8 10 20.00
(3); Dissatisfied
with Work 6 4 10 60.00
(4) Problems with
Co-workers 1 9 10 10.00
N = 17*
*The responses of seven of the former employees
categorized under "job dissatisfaction" could
not be accounted for.
Source; Compiled by the writer from personnel
files of past employees of the Bank of Bermuda, 1987.
VI. CONCLUSION AND RECOMMENDATIONS
Both managers and researchers have viewed turnover
as a costly and disruptive problem, often with serious
implications for overall organizational effectiveness.^^
When employees leave, clearly there are negative conse¬
quences on the organization. The organization suffers in
productivity, quality and service to its customers; in¬
creased recruitment and training costs; added tension
57
among employees; and lower profit.
The major factors responsible for employee turn¬
over in the Bank of Bermuda are the current compensation
program and the lack of promotional and career develop¬
ment opportunities available to employees. This study
underscores the fact that when employees are dissatisfied
with their working conditions, i.e., salary and career
advancement opportunities, turnover will be the end
result.
r c
Mowday, "Strategies for Adapting to High Rates
of Employee Turnover," p. 365.
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Based upon the factors that contribute to turnover
in the Bank of Bermuda, the writer offers the following
recommendations with the hope that their implementation
will ameliorate the working conditions in the bank. These
recommendations are as follows;I.The Bank of Bermuda should revise the current
exit interview form so more specific and detailed infor¬
mation can be obtained from employees regarding various
aspects of employment. It should be organized in such a
manner that collection of data can be analyzed readily.II.The Bank of Bermuda should implement a career
development program. This program is needed to match
employee's needs, abilities and goals with the current or
future opportunities and challenges with the bank.III.The Bank of Bermuda should review its current
compensation program in order to put in place a more com-
petiti've one.
APPENDIX A
SAMPLE OF EXIT INTERVIEW CURRENTLY USED
BY THE BANK OF BERMUDA
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1. When you started at the Bank, did you feel you were
given adequate training? Any suggestions for improve¬
ment?
2. Did you fully understand the conditions of employment
and were the benefits explained fully?
3. Do you feel your salary was adequate for the work you
were doing?
4. Were the staff benefits adequate? Suggestion for
change?
5. How well did you get on with co-workers?
How well did you get on with supeirvisors?
6. What did you like about your job?
What did you dislike about it?
7. Why are you leaving?
8. Do you have another job?
Where? Salary?
9. How do you think your new job will compare with the
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